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"PERSONNEL ORGANI ZA 'riON" 
' · . 
=I NT.RQDUCTIO.N 
From the very earliest a ges of mankind, labor II 
I has been divided among various individuals. Each member 
I 
of the community had his own duty to pe r form ; each mem-
1 
ber of the family, down to the child, hnd his special I 
obligations. At first, these s pecialized duties were J 
not r ecognized. but today this principle of specializa-
tion has become a recognized element in our economic 
life. 
During the handicraft stage, every man was 
his own provider--farmer. hunter, builder, a nd !T'anufac-
turer. Grhdually, the Industrial Revolution, or the 
introduction of machinery , brought about changes wh ich 
resulted in div-ision of L1bor, and the factory system 
of product ion. Planning the worK, and d oing it we re 
se pa r ated. The relations between the \'r orkme n became 
I 
rr.ore distant--there was now . an owner and a worKer. As 
the duties of the owner became more complicated, he ap- lj 
pointed manage rs over his different departments--hence II 
the gap be tween the owner and his r.r orlanen widened. II 
\ 
The attention of the mann ~ement shifted from 
h I 
materials to methods and systematized management was the 
I 
result. Thus, with better systems, and r ecognition of 1 
s pecia lization , a ppeared the modern scientific manage-
ment and efficiency . ~his involved a complete mental 
2 
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revolution on the part of the work ingmen-- t owards t heir 
duties, their fellow men , and their ernployer·s. Also, a 11 
complete mental revolution on the part of the management fl 
' the foreman, superintendent , owner, and board of direc.;. 
ltors--tovmr·ds their fellow workers, their worKrr.en, and 
the ir problems. 
For merly, man had been conside red merely a s a 
1machine or co~nodity, eas ily replaced in case of dis-
lability . No more thought wa s ~iven to his comfort than 
wa s given to the preservation of material. Under t hese I 
oppressions, man had fou:r methods of -recourse: revolution, 
.I 
trades unions, worKingman's party, or part in the mana ge j 
ment. Cla ss consciousne ss developed in t he se various 
groups of workmen--their small unions became national, 
and finally, powe rful federations. 
In this era, the nat iona l chara cterist ic of 
industry is t he relati on of man to man , the realization 
I 
that ma intenance of l abor is just as i mportant as the 
mai ="lt enance of equipment. The employment department 
formerly h~d to find t he right man for each job--now the I\ 
department realizes it mu s t develop sources of supply l 
and that prope r selection wa s not sufficient. Besides 
these duties, a t raining division became essential a s 
frequently, inexperienced men had to be trained qu ickly. 
3 
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to ~-i-~-Another duty which the management began 
feel more keenly as the nureber of workers increa sed was 
the supervision of the health of its employees. As the 
duties of the employment department increased, it was 
no longer called the employment department, but was sub-
1• I divided into divisions: human relations, industrial re-
I 
I 
lations, personnel, and others, according to the duties 
of each. We shall consider t he five divisions: (1) the 
1employment division, (2) the educational division, (3) j 
,the medical or health division, (4) the maintenance div- I 
ision, (5) the research division. I 
The duties of the personnel department are 
included under these four beadings:~~ 
1. A functionalized personnel organization. 
2. A Knowledge of working conditions and 
requirements. 
3. Careful selection and follow-up. 
4. A broad social viewpoint. 
"Standard Practice in Personnel Work"--Benge 
CHA?TER I 
It is an accepted fact that before performance 
II 
there must be preparation. This personnel audit is an 
examination of those conditions which affect the worker , 
in his work and in his relations to his employers. The 
r·esults of these investigations often reveal startling 
facts and should be recorded accurately. They should 
reveal those facts which cause discontent, and those 
hw~an f actors retardin~ production. 
The audit may be made by some person within 
the organization who is effectively qualified, or by 
outside experts. There are advantages to both: in the 
first instance, if there is already an established per-
Il 
sonnel de partment, its he ad will be fully acquainted with 
I 
conditions affecting his worKmen. Generally, deficien~ 
cies in this department r esult because the head hesitates 
to speak the truth. In such a situation, the outside 
expert will prove more effecient as he will report the 
true facts a s they are. 
The various sou~ces from which t he auditor 
can secure information will vary greatly in different 
concerns. Before he starts worA at all he must under-
st and thoroughly the organi~ation of the company, its 
history and development, its policies and its relation 
to the consumer. He can secure information from 
-~ --- ===---
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executives an~ t~ose w~rk1ng - d1 re ct : ; ~1tl:- t~e :m~~oye e J 
such as, foremen and department he ads. For information 
regarding pay, hours of work, absence, a ccidents and 
strikes, t he records of the accounting, payroll, plan-
I ning, and legal departments will furnish valuable mat-
11 erial. Records of Directors actions, cons t itutions, and 
minutes of various associations, and part icularly the 
opinions of the worKers themselves constitute the most 
:
1 
valuable sources of analysis. 
An i mportant consideration in this analysis is 
the selection of the items to be included. f., s the study 
progr esses, the auditor should set forth all points, 
both good and bad. His c r iticisms should be followed b 
j his constructive sugge stions. The final report should 
1 summarize the main points, bringing out the conditions 
: to be remedied and the remedy to be applied. It should 
r ecorrunend a plan of constructive action, and es t imate 
the costs. 
The following gives a r ather comprehensive 
list of the items which might be included in a typical 
personnel audit:* 
5 
IT~MS I N A TYP ICAL PERSONNEL AUD IT . 
I. Chart of Organizatton 
II. Management Policies. 
III. 
A. Form of management 
B. Hours of work 
C. Previous labor troubles 
D. Employers ' associations 
1. Blacklisting , etc. 
E . C()mpensation 
Summarized Personnel Data 
A. Number of workers by 
1. Sex 
2. Race 
3. Nationality 
4. Religion 
5. Age 
6. Department 
7. Kind of work 
8. Length of service 
B. Average, maximum and min:Lmum wage by 
1. Sex 
2. Age 
3. Department 
4. Kind of work 
5. Length of service 
IV. Relation of Employees to Employer 
A. Employees' associations 
1. Scope 
2. Limits 
3. Effec t iveness 
B. Collective b a r gaining 
c. Arbitration 
D. Trade unionism 
V. Governmental Control 
A. Taxation 
1. Tariff 
B. Regulation 
c. La bor le g islation 
D. Court decisions 
6 
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VI. Personnel Department 
A. Employment division 
1. Sources of supply 
2. Interview 
3. Mental tests 
4. Trade tests 
5. Medical examination 
6. Placement 
7. Employment records 
B. Training and Education division 
1. Method of instruction 
2. Vestibule schools 
3. Shpp schools 
4. Foreman training 
5. Americanization 
6. Training records 
c. Health division 
1. Periodic Physical examination 
2. Dent a l and optical examination 
3. Sanita tion 
4. Safety 
5. Mutual benefit associa t ion 
e. Health records 
D. Maint enance division 
1. Promotion 
2. Transfer 
3. Grieva nces 
4. Discipline 
5. Attendance and Latene ss 
6. Recor ds 
7. Social work--recreation 
8. Ma intena nce records 
E. Research division 
1. Sta ff 
2. Eq uipment 
3. Scope and limits 
VII. Job Analysis 
A . 
B. 
c. 
Duties 
Nature and conditions of work 
Opportunities 
7 
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VIII. 
D. Man requirements 
E . Personnel specifications 
Study 
A . 
B. 
of Conununity 
Supply of workers 
Community f acilities 
1. Housing 
2. Transportation 
3. Business 
4. Education 
5. Recreation 
c. Cost of living 
1. Food 
2. Clothing 
3. Housing 
4. Sundries 
IA. Labor Turnover 
A. Tabulation of turnove r, and length 
of employment by 
1. Age 
2. Sex 
3. Nationality 
4 . Department 
5. Foremen 
6. Kind of work--skill 
7. Causes of termination 
To secure the infDrmation desired, an organiza-
tion chart, carried down to · the individual woncer, if 
possible, is necessary . The auditor must show the rela-
tions of the employer to employe e even to the most in-
; timate and disagreeable facts. He must secure coopera-
tion and maKe constructive criticism. He must relate 
,job analysis, labor turnover, community study, and man-
agement policies directly to production. Fis final re-
port will be of great length, and should be sunmr.arized 
- =-o=---===- === 
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by means of percentages, tables, graphs, or charts. 
There will be for comparison, a r·evised chart on which 
the duties, salaries, lines of promotion, and positions 
of equal value and rank, are clearly defined. (Illus-
trations 1 and 2.) 
In averaging wa~e s, it is advisable to have 
the maximum wa ge of a group slightly higher than the 
minimum vrage of the next higher group. This viill en-
courage the expert worKers of one group. There can 
also be tables comparing the present day w2. ge with the 
future wage, the result of the auditor's analysis. 
For examnle: 
Title 
Stenographer 
Bill Clerk 
Department 
Present 
No. Av. Total 
48 $23 $1,104 
A 
Future 
Av. Total 
;i 25 ~· 1,200 
Increase 
$96.00 
17 $15 $ 255 $18 $ 306 $ 51.00 
Carried out as it should be, the personnel 
audit revises wise standards which have been discon-
tinued and puts out of service unwise policies now i n 
use. The management becomes acquainted with many 1m-
1 
it 
I 
.I 
portant methods and improverr,ents in the handling of the 
force, and also with the many strong and weak points of l: 
their organization. If the plans of the auditor are l 
not a pplied for present use, they still will be _appl1~-- l-=- __ 
a tiLe t.o future Qeve l o_R1J'• c>t ~ ~ _ I! 
I 
j· - . . I 
1=- ~ 
II 
I 
Collector 
$ 90 
---=---=---= 
Head Collector 
$ 100 
Collector 
$ 90 
O R G A N I ZA TIO N 
C H A R T 
CLAIM DE PARTMENT A 
i 
Chief Clerk 
!!t l50 
Assistant 
~ 125 
i 
Stenographer 
File Clerk 
$95 
I 
l 
~ 
I 
Collector Claim 
& File Clerk Adjustor 
:ft,75 $85 
Claim Claim Adj. 
Ad~ustor & File Clerk 
~85 $80 
This chart wa s a s revealed by the Perso~~el Audit 
Illust r ation 1. 
,, 
II 
II 
r- -r:= 
Head Coll 
$100 
-~ 
Collector L $ 90 
--- - - ----· - - ---------=-=- =-= -~==-~-----:::---:::---
ector 
0 R G A N I Z A T I 0 N 
C H A R T 
CLAI M DEPARTMENT A 
Chief Clerk 
$ 150 
Assistant 
$125 
Stenographer 
~p 95 
}'ile Clerk 
$75 
Head c 1;;;--1 
Adlustor .m · I 
. :;p 95 =-==-r=~-~ 
==--·~ ::=- - ! 
Claim Adjustor Claim Adjustor 
. ~ $ 90 L---~~-8_5 _______ , 
ReadjustmenLa.f_t _er- P-ersonnel Audit =====.I~lus~ration 2. 
II 
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CHAPTER II I 
I 
"St.ud of' a C ornmuni± Y==11==~~==~=t==!ll==-=-
l In order tha t an employer may understand thor- ~1 
oughly any group of his employees, it is necessary that I 
he Know the conditions under which that group lives out- I 
side working hours. The study of the community is based \ 
upon those factol'S outside the plant which have direct 
I . 
or indirect bearing upon the character of the working 
for·ce. Since nearly ever·y concern secures its labor 
from the immediate neighborhood, it is necessa~y that 
the plant secure all the information possible about that 
co~~unity. These facts of the living conditions are 
I 
most valuable. If the worKmen are to give the highest 
amount of efficiency, their home lives must be hygienic, 
their health must be protected, their educational oppor- j 
tunities the best, and their recre ational ple asure sat-
isfying and morally efficient. 
The director of the community study should pos- J 
I 
sess many virtues. He must have had experience in social 
II \-vork in order to uncover and reach the information desired. 
i 
The procedure to be followed inv0lves six steps: state-
ment of purpose; securing of facts; arrangement of data; 
interpretation of relations; outlining a plan of action; 
checking up the effectiveness of the plan of action. 
The necessary items to be investigated will 
be considered under eleven heads: 
~ ==- =- -=- ---=- --=--=- --
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(1) The reputation of the company can be 
judged by the opinions of those who we re fol'Til.erly ern-
ployed by the concern, and by those who still remain 
•employees. Other business firms throughout the community 
will fur·nish valuable information concerning the reputa- ll 
tion of the company. Employment agencies are frequently 
I 
able to furnish reliable information. Lastly, the atti-
ltude of the public as a whole can be tra ced in various 
!I newspaper articles, and corr.ments received by salesmen. 
(2) The supply of workers may be roughly 
calculated by multiplying the number of votes cast in a 
~ conununi ty by five. Fifty per cent of this number will 
be males--30 per cent adult males. This last number 
1
! should corresDond roughly to the number of children and 
youth in school in that district. 
(3) In order to fino the nation~lity pre-
dominating, a survey must be made of the ratio of variou~ 
nationalities within the concern with the ratios of that 
!! nationality in the community. If this is done it is 
frequently possible t o 1judge which nationality is best 
fitted for the work in that plant. This will also fur-
nish a study of the social habits of the people. An 
interesting study could be made by comparing the rate 
of one nationality in a rival concern with the home 
11 
:I 
0~ 
(4) The schools and colleges in a community II 
- ---=--
have great influence in l ahor supply. The efficiency ~~ 
and ad vantages of the schools, together with the success 1 
of the graduates, should be noted. The efficiency of 
the school can often be judged by attendance and delin-
,quency. Finally, careful methods of selecting graduates i 
can be worKed out. 
I 
I 
(5) one of the most important phases of this 
study is that of wage rates and hours of labor. To 
secure this information, the union scales must be studied 
I 
and a comparison made between rates and hours of rival I 
concerns in the community and in the cit;y as a whole. 
This will point out necessary adjustments and various 
discrepancies. 
(6) A thorough study of the living conditions ! 
and home life of the community includes not only the 
homes but also the congested districts~ the red light 
sections and the like. A house to house canvass, cover-
ing every fourth or fifth house will give the most sat-
is factory results. This requires investigatoz.•s who are 
exceedingly tactful and agreeable. All things noted 
must be carefully recorded. After this analysis, some 
plans should be made for the i mprovement of homes, such 
as, clubs, gardens, educational work, and so on. 
12 
('7) Next to the home conditions, the hygienic I 
co.nditions must be studied. These include such things 
as water supply, sewerage, light, disposal of rubbish. 
The Keeping of animals is not conducive to the best 
, conditions, particularly in congested districts. Damp 
cellars, various house vermin, and laca of fresh air 
' and sunshine are chief factors in the health of the 
wor.::anan. 
(8) The problem of transportation though not 
of great import~nce should be considered under such 
points as distances from plant, number of lines, ade-
quacy of service, cost, congestion, time spent on cars, 
and the relation to lateness. Improvement should be 
offered after the study. 
(9) The business facilities of the community 
have a great influence on the 
The amount and kind of retail 
worKer and his family. il 
stores, banking facilities, 
II 
and the diversity of manufacturing interests often have 
great bearing on the happiness and wealth of the fam-
ilies of the district. 
(10) As all human beings desire some form of 
recreation and social life, this presents an important 
phase of the corrmunity study. The district may have 
its dance-halls, movie houses, and other places of 
13 
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amusement, but these ma~- be the source of evil influence ' 
1 rather than good. The effects of churches, athletic 
' 11 associations ., Y .M.C .A. 1 s, and playgrounds should be 
.I 
noted, and the desires of the people in these lines 
1
, satisfied and utilized to the good of the employer and II 
1 the betterment of the employee. 
I 
1 (ll) The cost of living may be arrived at 
II by summing up the cost of all items in the family budget 
or by comparing the cost of various .articles in the com-
'! munity with the cost elsewhere. The Department of Labor 
'I and the National Industrial Conference are two sources 
of information. When the information has been secured, 
it should be put into graphic form and strongly empha-
sized. 
~- -- --- =- -=-=----~=-=-="'- ·=---==--=- ==== 
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CHAPTER III 
11 Lab_9r Turnov£lr 11___ I ~he rn~a=-i=n=u-'--n_i_t=in a labor turnover is t =--- ~ r ~- ~-
employee. It may be c:onsidered as the number of employ- II 
ees who terminate employment in any ~iven period of time ~ 
The turnover cycle be gins when a workma n is hired and 
ends when he leaves t he plant, t hat is, it includes the 
. whole -working life of an employee. The percentage ratio 
1 of workers who leave in a g iven pe riod as against those 
remaining on the payroll during that pe riod is called 
the turnover index. This index a ccording to its rise or 
I 
fall indicates certain c·onditions in the business, to-
' gether with other f ac tors, such as, time of year, scarcity 
I 
or surplus of labor, new orders, etc. 
When the tur nover conditions are presented in 
graphic form, the result is oft en ama zing. 
The chart (Illustrat ion 3) shows how rapidly 
men left one nlant. The f act that .only seven per cent 
. were still in the employ of the company at the end of 
a year, furnished food for reflection. The men in this 
plant were mainly uns Killed laborers which brings out 1 
I 
the f a ct tha t illiteracy and turnover are closely related--
decre a se illiteracy, decrea se the turnover. 
The purpose of the study of the turnover is to 
determine the efficiency of the employees. It has prove 
that there is less mobility am~ng _women, older men, and f _ 
I 
I 
:I 
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IT 
Percenta ~e of men remaini ng 
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Illustrat ion-3 
married men. It is found less in commercial than in 
industrial and transpor·tation organizations, in industri .. s 
re quiring light labor, in skilled occupations than in 
unsKilled. It has been decreased and has resulted in 
increased production and less cost. 
11 Turnover was found to be due to voluntary 
I 
, separations. The reasons given are numerous and as a 
J first step in decre asing turnover, these causes should 
· be investigated and attacked. The following is a list 
'I of reasons with the remedies: (these cover only a few 
I 
. as the list is long and highly representative of all 
1 industries.) 
Voluntary 
Reason Remedy 
:1. 
1l 
Low wages Train for better work; relate 
wage to out put 
I; 2 • 
II 
Long hours Shorter hours with pay based on 
output 
3. Ine4ualities of pay Wage adjustment; known schedule 
4. Unsafe or unsanitary 
, worKing conditions 
!1 5. A dislike for kind 
-of work. 
6. The plant is hard to 
get to 
a . Takes long ti:n:e 
b. Additional fare 
17 . Unsatisfactory living 
conditions in plant, 
neighborhood, or city 
8. No promotion 
- --==---=--=== 
of pay 
Health, safety, bet te rment wor•k 
Better selection and training; 
transfer 
Original location ca refully 
selected; supply transportation 
methods; build houses 
Home owning plans; cobp~rative 
buying; betterment facilities; 
aid in civic movements 
Lines of promotion known; 
training facilities 
16 
9. 
Reason 
Resents supervision or 
criticism 
Remedy 
Train more tactful superio;s 
10. To school Ed.ucat ional opportunities 
in the plant; part time 
11. To stay at home 
classes I 
Contrast work at home with 
5. 
I 
6. 
'7. 
profitable work in industr~ . 
Involuntary II 
Reason 
Imcompetency; illi tera.cy; 
Personal dislike of fore-
man 
Disagreements with fellow 
workers 
Drin.J:Cing 
Irregular attendance 
Health 
Union member 
Remedy 
Training; Americanization; 
better selection 
Deprive foreman of right 
to discharge; train 
Transfer; hear grievance; 
grouping of nationalities 
Hot lunches; candy and 
toba~co available for 
purchase 
Home visitors; att a ck on 
causes; bonus for regular 
attendance 
Proper working conditions; 
health pro.paganda 
Change policy of discrimina-
tion a~ainst union members 
The cost of a turnover is very great but is 
11well worth while. The estimated loss due to turnover in 
the United States is said to be about one billion and a 
·half dollars annually. Approximately fifty million 
seek employment eve.ry year in the United States. The 
cost of training a new employee varies from $25 per head 
to $1000, depending upon the class of work and the amount 
- ~~ 
I 
I 
17 
====-+-.-·================== 
of training and experience necessary. Thus, the loss 
is great when many of these employees stay only one 
11 year, the loss of employees reaching 1,000 per cent of 
I the average payroll a year. In some plants, it is only 
II 
II 
I 
II 
I 
• 
25 per cent and less. 
The f actors which enter into the cost of 
turnover to the employee are: 
1. The expense and di f ficulty of getting a new 
job. 
2. Loss of earnings in the period of unemploymen . 
3. Discarding of previous experience. 
4. Cost of moving family of workmen if necessary. 
5. De~reased earnings while learning new job. 
6. Loss of ambition due to idleness and floating. 
The whole community suffers as a whole because 
of the loss of production. decreased morale among the 
1l wor1anen, dissipation and tendency of these workmen to 
Bolshevistic policies. The working group must help 
support the idle group which becomes more and rr..ore a 
burden. 
In order to prevent this useless unemplojlnent, 
every organization should:* 
1. Pay good wages 
2. Provide working condit 1ons such as equipment, 
--~-"--I.!'~ A _ lie_d PJi.r_sJmne L :roced~re"--w~a~ly 
-=--"'======- --=--=---- ========-
heat, light, and ventilation that will keep the 
employees comfortable. 
3. Maintain a high g1•ade of supervision. 
4. See that each new employee is prpperly intro-
duced to his work and his associates. 
5. Make it an inviolable rule that no one be re-
moved from the payroll without good and suffi-
cient reason, final approval of which should be 
given by the general management direct, and 
generally through a personnel director, if the 
organization is large enough to warrant such a 
representative. 
6. See that people are rewarded and promoted 
ularly in 'accordance with their merits. 
7. Make it possible and convenient for employees 
gradually and consistently to arrive at the I 
I 
standard of living warranted by their abilities.
1 8. Develop the personal touch and human interest, 
making things so attractive to employees that I 
that they will not desire to seek other fields. \ 
9. Follow the golden rule, in all that it implies 
The method of recording turnover should be 
simple and easy to maintain, economical and readily in-
telligible so that the remedy may be accurately and 
_ rom._ptly anp).ie~ . -=- = 
------
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CHAPTER IV 
11 Or-gan_i zat-1 on of= De_pa rtme_nt_11 = ~---===-== 
In the organization of a personnel depa rtment, 
there are four points to be kept in mind: 
of 
1. There must be a need for such a department. 
2. The proper manager must be selected. 
3. The policy and olan of the department must 
be clearly outlined to the superintendents, div-
ision heads, and employees , by the general mana-
ger, and on all occasions supported by him. 
4. The depa rtment must be properly housed, 
equipped, and officered, to perform its functions 
and duties. 
The most important element in the organization 
this department is the sharp definition of its dutiJ 
and responsibilities. As the department grows more 
duties will be added but the duties should be settled, 
subject to change from time to time. Such a course wil]l 
prevent argument and insure the smooth running of the 
department. I 
If the entire working force is to be included, 11 
the personnel manager should be responsible to a general 
I' manager or other chief executive and not to a departmen1 
head. He must coordinate the work of his de partment wi ,h 
other departments. Formerly, the handling of the em-
ployment was in the charge of the foremen who are in 
20 
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direct contact with the labor~rs or workmen every hour 1 
1! 
II of the day. The establishment of a new employment de-
partment, the personnel department, left them discon-
I tented and irritated. As they are one of the chief 
I sources of information regarding workmen, and are a 
I powerful factor in preserving contentment, the personnel 
manager must secure the loyal support of all the foreme , 
in the modern methods of II at the same time, train them 
I handling men. 
I 
Similarly, other executives and department 
heads have been accustomed to selecting the employees 
for · their departments. · It will be wise and sensible 
I 
I 
for the personnel manager to frequently ask their advicJ 
1
1 and assistance in devising better methods for training 
men and selecting them. This will flatter and soothe 
the department heads and also give the manager the 
benefit of their experience. 
As the personnel department has been estab-
I' I lished for the purpose of lessening the gap between> the I 
employee and employer, it is necessary that there be I 
personal relationships with each worker all the time. I . 
I 
I 
The aim of the personnel department is to 
select and maintain competent workers. These are not 
new operations but are to be handled differently. 
===-~-'C.-- + 
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Logically, then the personnel depa rtment should be div-
ided into the divisions of emplo~Tient, and the division 
of maintenance, with a research division to act as an 
I advisory board. The maintenance division is usually 
I divided into training, safety, medical, welfare, and 
similar parts. But the five divisions, shown in the 
accompanying chart, (Illustration 4), succeed in split-
ting personnel activities into sharply defined parts. 
Besides directing the activities of the five 
' divisions, the personnel manager must coordinate the 
1 work of his department with that of other departments 
II and adjust such matters as, wages, rest periods, and 
I 
I 
II 
the like. Both policy- and coordination must be the duty l 
1 of the personnel manager and not of his assistants. 
The head of each of the five divisions must 
have written instructions regarding his duties and his 
relations with the other heads of departments. This 
1 course of action will prevent friction and will enable 
the personnel manager to demand definite results from 
each division. Employees should be responsible to only 
one director, and the lines of promotinn should be 
clearly outlined and established. 
a cen-J 
tralized system of files, containing a record of each 
. . I 
-=--===·= - -
Within this department, there should be 
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.worker. If the records are exclusively for the use of 
one person, he may have his own files, but if the 
records are for general use, they should be kept in the ' 
central system. 
The selection and maintenance of workmen is an 
important problem so careful discrimination in the 
selection of a personnel manager is required. The I 
I I salary will help to determine the kind of man who will li 
J be chosen, as a three thousand dollar salary could hardT 
ly be acceptable to a man who is to be on a par with a 
ten thousand dollar production manager. The amount of 
' authority accorded him will also determine the success, 
for if he merely directs the routine machinery of the 
department, he is not an .executive. Finally, he must 
be backed absolutely by the higher powers. If his 
first few moves are backed by the chief executive, the 
1 heads of departments will reflect his attitude and the 
introduction of his future policies will be met with 
approval. 
The personnel manager mus.t als.o be a good 
salesman--he must sell his department to the executives l 
I 
employees, and applicants. Each of these requires tact 
I 
and in order to convince the groups that the department 
stands for what is best, he must prove its value. To 
-- - ~~= •r.===..:==-======-~==-
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the executives, he must prove that he will cooperate 
and will supply be t ter selected and better trained men .' 
To the employees, the new changes must be proved to be 
really beneficial to them--they must not affect the . 
routine of the old employee noticeably. If training 
is tried out on the new employees, the old ones will 
soon accept it when they see the new workmen earning 
more than they are. · Selling to prospective employees 
is more difficult but can be done by such means, as the j 
plant paper, magazines, personal interviews, and the I 
like, in which the benefits of the organization are ! 
emphasized. 
The department is never complete but is able 
· to adjust itself to the changes of the times. The 
perfection of this department may take years, but it 
will eventually come. 
24 
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' I I. Training I 
one writer indicates the necessity of training 
I 
men for the special work which they are to do, in his 1 
I 
statement: "For centuries men have been damned and 
fired, and hired and damned and fired again." 
There are many reasons why training has becomj 
absolutely essential. In many places, the proper equip-
. r 
ment and working conditions have been provided, and the' 
I' 
workmen are anxious to do their very best but due to I 
lack of Knowledge and tra ining the production quota is 1 
very low. Not only does training increase production, I 
I 
but it also lessens the amount of wasted material and 
spoiled product. More familiarity with the machine·s 
causes less accidents. The l abor training has also a 
decided effect on labor turnover--it cuts it in half. 
Training in some way is unavoidable. 
workman to pick up the work by the ·trial and error 
method. 
competent in his work. The foreman instructs the new 
man when he is not engaged in his executive duties. 
Thus, the tL~e spent by skilled workers in teaching 
new employees interrupts production. 
========7-~~~==~ ========~========~~--======~===========~~~~~ 
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The new method of training follows the principl~ 
of specialization. The new workman is under the instru~­
tion of a specialist who is responsible for his training. 
The production is not interrupted as the apprentice is li 
I 
not put to work until he is prepared. I 
I 
A system of training includes office, shop, and ,. 
sales force. The training necessary for each is differ i 
I 
I 
ent although at times it may overlap. The office train . 
ing deals primarily with stenographic work, correspon- 1 ~ 
dance, filing, machine operation, booKkeeping, and var- \ 
ious forms of personal service. Sales training deals 
with the subject of salesmanship, study of territories, 
records, contract procedure, and the like. Shop train- i 
ing may be dealt with in three ways: for purpose of 
II increasing skill, of increasing knowledge, or of in-
creasing the general education of the workman. 
There are various methods of training workmen. 
The problem remains whether class or vestibule schools 
involving much equipment and valuable space. Under 
both these conditions the worker is laboring under 
~=-=== .==--=-~ 
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artificial conditions, and the fact that his material is 
thrown away furnishes no incentive to do his best. onel: 
i' 
firm purchases the acceptable material from its appren1l 
tices. 
There are other agencies for the advancement 
of education. Many firms have become affiliated with 
nearby schools and colleges, so that employees can at-
tend these schools and benefit by the lectures. Part 
time classes are now a part of many institutions and 
paid for out of the funds of the firm. For employees 
who have not yet reached the legal worKing age, contin 
ua tion schools aid in completing the education they arJ
1 
unable to get. I 
A method of training foremen has been adopte 
in many firms. The system offers two courses: one 
offers the foremen information regarding his shop, too s, 
and materials; the other, an understanding of manage- II 
- II ment and_ of the principles of handling men. 
One of the greatest aids to the l aborers, I 
particularly foreigners, today, is the ~ntroduction or l 
Americanization classes. The purpose of these classes I 
is two-fold: (1) to aid the laborer in securing the 
fundamental principles of our language so that he will 
be able to carry out instructions, and read safety 
27 
signs around the factory; (2) to introduce American 
ideals and customs necessary to good citizenship. 
Attendance at these classes is often difficul~ 
to secure. It rests primarily with the teacher or in-
structor. If he is enthusiastic and eager about his 
work, he will transfer this enthusiasm to the workmen 
and the result will be 90% attendance. 
There are many other educational means which 
might be applied, such as, night school, libraries, 
research work, booklets and bulletins, safety first 
campaigns, and executive training. 
The director of training should be one who 
h~s experienced the d ifficulties of life, and has worked 
his way successfully through them. He should be in the 11 
' pr·ime of life, rather than a young man. After a survey 11 
of the shop, its needs, and requirements, careful se 1- I 
II ection of instructors will result in properly trained 
men. (Illustration 5) 
II 
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II A health division as a section of a well- =-= I -= 
I 
organized ·personnel department has beco~e a necessity. 
The nature, size, and scope of the worK will vary with 
!1 different concerns, but it will have always but one 
end--to increase the physical efficiency of workmen. 
The work of the medical section can be div- I 
ided into three parts; the physical examination of in- l 
coming employees, periodic physical examination of all I. 
I 
employees, special attention necessitated by accident. I 
The benefits of the physical examination of 
the incoming employee are numerous, both to the em-
1, 
1 p loyee and to his employel'. The employee is prevented 
I from being put on work for which he is not fitted; he 
jl becomes aware of defects which he never Knew he had; 
his health is safeguarded against contagious and in-
fectious diseases; he becomes acquainted with the 
plant physician whose services he c &. n utilize at any 
time. The employer· benefits in that he does not re-
i 
ceive into his office any men suffering from II 111-healt, 
and who would soon become : a burden and would add little 
I 
I 
or nothing to production; he prevents the spreading 
of epidemics by discovering any contagious diseases; 
by this protection of his employees' health, he pos-
sesses among his workmen a spirit of contentment, 
¥ -
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I' 
loyalty, and happiness which follows good health. 
The periodic physical examination is of equal 11 
I importance to the employee. He is g iven the advantage II 
of expert advice, and small ailments are rooted out be- l 
fore they become chronic or dangerous. He is protected 
from diseases of his fellow-worKmen, thereby safe- II 
guarding his family. The employer is the possessor of l 
I 
a heal thy, contented working force; he can compare his il 
force with that of previous years by the .carefully kept II 
records of the physician. Contagious diseases are dis- IJ 
covered and prevented from spreading, and therefore, 
help to increase the attendance record. 
The medical division must be prepared to 
handle all cases of accident or first aid. The com-
pany is required to have dispensaries or hospital 
1 rooms for the use of the employees. The first aid kit 
should always be at hand for emergency. Employees 
should be taught the principles of first aid by a com-
petent physician, and each kit should have an instruc-
tion book. 
one of the most recent additions to the 
health division is the dental section. The teeth have 
been found to be the cause of much ill-health. As a 
result of this discovery, all the larges t firms have 
I 
' 
1: 
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as a part of their equipment, a dental dispensary; or 
a t le ast require periodic dental examination of their 
employees. 
The problem of sanitation is becoming greater 
but modern inspection by Boards of Health has eliminated 
much of the undesirable sanitation and new methods are 
, being employed. 
As a separate section of the hea i th division, 
we have a special safety division. This consists of ~ 
the analysis of conditions, the installation and inspec 
tion of mechanical safeguards, and finally, the proper 
education c;f worKers in safety first. The department 
of safety education has to work in unison with the 
Americanization section, as many accidents are due to 
the inability of workmen to read English. The plant 
paper acts as a good medium for safety education. Pic-
tures inserted will impress the readers much more than 
words. Bulletin boards and posters prevent many acci~ 11 
dents, and a · list of safety rules posted on conspicuous II 
p laces re~ind the workmen of the danger a nd causes them 
to use more care. 
Another angle of the Health Division is the 
Mutual Benefit Association. Accident insurance, sicK-
ness insurance, death benefits, and pensions are special 
I 
============~- ---
results of these associations. The Workmen's Compensation 
Laws have brought about the accident insurance. Many I 
employers go beyond the demands of the policy and pay 
wa~es during incompetency but this often results in pre-
tended prolonged illness. 
More than ninety per cent of Mutual Benefit 
' Associations have illness benefits. This is of great 
value owing to the large amount of sickness. Death 
benefits of those dying as results of accidents are com-
pulsory. In many firms, this is paid re gardless of the 
cause of the death. 
The pension system is not yet established 
but it is believed that more and more industry will 
come to recognize the fact that it owefL its employees 
for long and faithful service, and will pay for this 
service in the form of a pension. 
The four divisions of the health division 
are all under the supervision of a capa ble head who in 
il 
i 
I 
t urn is under the direction of the director of the 
health division. He will be directly responsible to thJ 
\! 
II 
personnel manager. 
' 
I 
I 
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One advantage of the small organization is 
1 
I 
., 
that the employer may know each employee per·sonally. 
He not only Knovrs the amount of work done by each but 
II 
i 
! :. he also knows the joys and sorrows as well; and when J 
,i i' special need arises, he can . extend friendly assistance. J 
It is this form of the personnel relationship which the 
personnel service department must exercise in the large J 
organization where close adquaintance is not possible. 1 
Jl This division must offer its advice and assist ! 
I 
• ance to the employees in the spirit of genuine desire 
,, 
serve them, and in such a way as not to impair their 
I 
I 1to 
II 
independence or self-respect. It should never be given ., 
11 in a spirit of charity. 
TLe first duty of the personal service or · 
d maintenance division is to determine the individual ef-
j· 
j ficiency of each employee. First his history previous 
I to the employment must be understood, also, his outside 
i activities during his present employment. 
:j 
;I There are many factors which can be used to I ,, 
_i ii determine the efficiency of a wor.l:Ollan. Among these are 
.I 
such immeasurable qualities as loyalty, tact, etc., but 
it is better to consider him from those qualities which 
can be recorded, such as: 
. -
-- ~-
I 
II 
I. 
I 
1. Production 
2. Tests of ability 
3. Periodic rating by superiors 
4. Rapidity of advancement 
5. Attendance and lateness 
6. Suggestions 
7. Errors 
8. Accidents 
9. Disciplinary measures 
Of all these, production is the most important 
I to the employer. If the workman possesses all the othel'J 
qualities but fails in production, his employer will II 
consider him of li t tle value. On the other hand, if he 
lacks some of the other characteristics but is an ex-
cellent producer, his faults will be overlooked. In 
order to justify the wor.k of the . employee, accurate 
measures must be ap~lied. A . uniform method should be 
employed and if possible the production should be ex-
pressed in dollars. 
1 In giving tests of ability periodically to as i 
:. certain the efficiency of the employee, all tests shoull ' 
II be standardized. To select candidates for promotion, 
I 
tests of the job next higher up can be given, though th 
II candidate \'fOUld not be expected to Know the details of 
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I 
.Kept in graph form, it will reveal to the employer the 
men who have advanced too rapidly, too slowly, or those 
\Vho are deserving of promotion. It will also enable the 
:1 
wor.Kman to keep in touch with his own progress. 
The problem of lateness and attendance is al-
11 ways a leading one. The reasons given are the same as 
I 
for all mankind. The weather, time of year, sic~ess, 
· etc., are the usual causes. There have been many ways 
employed to correct tardiness and absenteeism but fre-
·quently that which works in one firm fails in another. 
' Each firm must try its own particular remedy. Corr..peti-. 
1
tion between departments, horne visitors, rest periods, 
I 
II I 
' periodic physical exarninati_ons' and irriproved safety work 
1are some of the successful remedies. 
Just as turnover may be prevented by intelli-
gent selection, car·eful instruction, thorough super·visio , , 
encouragement and promotion, fair wages, hours, working 
conditions, so attendance and punctuality may be increas d. 
I As these two qualities reflect dependability, they shoul 
be considered important in the rating of the workman for 
promotion. 
The second duty of the personal service 
division is to adjust the individual to his work. 
~~-----
employee is unduited to his worK, this division must 
prove his inability and transfer him to another line of '· 
work. Adjustments of wages, personal disputes, and 
I· grievances also fall upon this director vrho must be 
I tactful yet firm, sympathetic and efficient. 
II Besides the two particular duties mentioned, 
~~ 
•1 this division has many forms of personal service to 
1: 
1 
render to its individual employees. One of the impor-
tant services particularly to foreigners is the legal 
i! aid rendered. Many foreigners have been assisted to I 
II citizenship through the company lawyer. Other forms of I 
r problems, loans, domestic advic service are housing and 
II 
, director discovers many petty disputes and unsuspected 
I 
II working conditions. Many firms are now offering dis-
jl charge papers and demand these in return from incoming 
I 
1! employees. As it is a comparatively new system, busine s 
men are watching it with interest. 
The personal division has also its duties witn 
I' regard to the group relations. Of these relations, 
collective bargaining and employee representation are 
I. 
I! 
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most important, and are usually placed in the hands of 
li the chief executives. 
II Welfare work, another form of group relation, 
has come as a result of the workman demanding something 
' more than wages for his services. The success or failur 
' of the welfare work depends entirely upon the attitude 
1 
of the manager. 
Welfare work is divided into many forms of 
I activities. Among these is recreation which forms an 
1 import ant element in a ll welfare work . Lunch rooms, 
,· rest rooms, athletics, etc., already spoKen of under 
I . 
I' other divisions, come under this head. 
I The success of welfare work demands: (1) 
I that there be a real need for it, (2) that the employer 
l! believe in the work. Whether it should be entirely in 
I 
the hands of the employees or not remains to be proved. 
L 
1
' In some cases it succeeds where on the other hand it 
fails. Sometimes, when the employer conducts the work , 
l' bette r results have been obtained. The maintenance 
I division can strike a happy medium and le ave it to the 
1 employees, under competent committees, after the direc-
' 
I· tor has watched it progress successfully. 
I 
I 
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In the last century, research has developed 
a s one of the great aids in industry. Large companies 
,' do not hesitate to spend large sums of money on labora-
' 
II 
tories for rese arch as they rea lize that it will mean 
or reject its results impartially. We are beginning 
to realize that as research has been applied so sue-
cessfully to materials it should work with equal result 
if applied to human labor. 
The aims of the division of research may be 
itated as follows: 
1. 
2. 
To bring to bear on all problems re-
garding the worker to his work, those 
principles of science which will result 
in a solution, socially sound and in-
dustrially economic. 
To afford cooperation between the num-
I 
erous outside agencies such as educatiorJ. 
al institutions , gevernment bureaus, 
current literature, etc., and the plant 
personnel, etc. 
- ---=- - ----
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The research division has two classes in which ! 
to make studies: those under the control of the com-
pany, and those which are not. 
li 
I 
Among those under the control of the company 
are the personnel audit, or inventory; the job analysis, 
the process of selection, and the maintenance of the 
11 working force. It is up to the research department to 
11 investigate, and make suggestions, and analyze situatioj s. 
I Of the factors not under the control of the 
company, the division has the cost of living and the 
stuey of living conditions in t he coiT~~~ity, which have 
great influence in adjusting such things as wages, etc. 
The needs of a research division are: adequat 
' equinment; the facilities of the entire plant; coopera-
tion of the management; foremen and men; competent 
director and assistants; careful records; and a sentiment 
in favor of the research program. 
The procedure of the research division may 
be divided into four parts : 
,I 
II 1. Selection of the scope of activiti~s and I 'I 
I 
subsequent definition of each problem. I 
2 . Planning for each individual problem. \ 
3. Execution of plans, having various phase j 
handled by experts. 
~- ·-- --- - ---
4. Interpretation of results without bias. 
The use of statistics will be a great aid to 
the research department as they form a basis for com-
parison, and are easier to understand. The ability to 
present these facts in graphic form is a great aid in 
statistics as it substitutes pictures for words. 
The value of the research department is great 
I 
I 
as soon there will be built up a mass of principles upo ' 
which to base the conduct of personnel work . It will 
a id that great ideal of business--cooperation of capita 
' and labor. 
40 
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CHAPTER VI 
_l 
il 
I' Just as the purchasing a gent finds it necess-
Sources 
' 
ary to uncover sources of raw materials, so the employ- ! 
ment director should carefully develop sources of labor 
supply. Formerly, in large plants, too much reliance 
was placed on the impersonal nwant-ad", and no time . I 
, spent in opening up more intimate channels. This methol 
., was sufficient where there were more jobs than men, but 
, today, everywhere, it is quite the reverse~ The quality 
secured from the want ad is decidedly doubtful, so this \ 
method of securing employees is no longer the chief nne
1
1 
Every employment department should have an , 
intimate lrn.owledge of all sources of labor supply;. 
' Positions cannot be re adily filled unless one .:_{news the 
source of properly qualified employees. 
II 
I I 
The principle sources of supply are: * 
1. Present employees 
2. Their friends 
3. Previous employees 
4. Voluntary applications 
5. Advertising: 
Newspapers' columns(Situation wanted (Help wanted 
Display advertisements 
Billboards 
- *".Appli.ed - ~er.sonnel Procedur_e 11 --W.eaK).y_- -~-=--c 
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Street cars 
Posters 
Hand bills, programs, etc. 
Trade journals 
6. Schools 
Public 
Private 
Universities, colleges 
Business schools, giving free training 
on their machines 
Business colleges 
Company schools 
7. Employment agencies 
Public 
Private 
Fraternal 
8. Competitors 
The immediate and best source df ·supply is 
the organization itself--applicants from the ranks 
I 
I' 
·I 
should be considered ror promotion rather than those frol 
outside. Every effort should be made to eliminate blind ' 
alley jobs, and work out definite lines of promotion so 
. that emnloyees will have an incentive to do their work 
with the best of their ability. 
~~ -=- --= --- ~ =- - - ----- -------. ---------. 
Vmen employees are contented and happy, they 
offer the very best sort of an ad for the firm. 
Social activities of all kinds are effective 
in attracting friends of the employees. Where the as-
sociation of employees is of high grade, a higher grade 
of character is developed. The friends of these em-
I 
d 
r~-~ I 
I 
i 
I 
11 ployees will be of equal character. 
~ Former employees, who have left the business 
II 
,, 
in good standing, of fer a good source of supply, as 
they are already acquainted with the customs and pro-
ceases of the business. Frequently, they have left in 
pursuit of some attractive ideal which did not material 
ize, and will be glad of an opportunity to return. 
A good filing system of "prospect" letters 
and names may be built up and when a vacancy occurs, 
it offers a means of getting in touch with some one in-
terested in the business. These files should be kept un 
to date and developed to fit the need of positions whic 
may be filled in this manner. 
When the plans previously mentioned fail, the 
common source of supply, advertising, may be resorted I 
to • . Though experience proves it is expensive, it is an 
effective method. There are nmaerous forms, such as, I 
newspaper--help- wan:~d,-situ~t_i_o_n ~anted c:um_n_~:~bi-ll- 1. _ 
I 
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boar~: , st :~et cars, posters method, handbills, dodge r t
1 theater programs, trade journals, and the like. II 
Educational institutions are excellent sourcdls 
of supply, especially for beginners. Just before grad- I 
, uation time, many firms make a practice of sending rep-
:1 
!I 
resentatives to interest the students in their line of 
work. Among these schools are public, private, univ-
ersities, colleges, business schools offering courses 
11 in special machine training, business colleges. short-
'! 
!1 hand and typewriting and compulsory company schools. 
·I 
ij A recomrnendat ion from the dean or head of the school, 
together with the scholastic record of the applicant 
will prevent many blanket recommendations. 
Next in importance as a source of supply i ,. 
'I 
!1 the employment agency. 
'I 
These require careful attention 
as they usually place without a thought as to the suit-
ability of the applicant, but rather as a gain to them-
selves, or simply to add another name to the list of 
applicants placed by them. 
quently have an agency and 
Fraternal organizations fre 1 
offer a good source for peop le 
I of special experience and qualifications. 
The question of hiring a competitor's em-
ployee merits careful consideration. It is not good 
business ethics to bid an employee from a competitor 
44 
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, 
' and yet it is fai r to the employee to offer him an op-
I 
i 
board.j ' nortunity providing it is done squarely and above 
Interviews 
one of the major task s of any employment . de-
partment is to interview and select applicants. As the 
I 
interview is the starting point in the relations of the 
company and the employee, it is essential that his firs~ 
i mpressions be of the best and result in putting him inj 
the right frame of mind and start him in the right dire -
tion. 
As the interviewers are the representatives of 
the company, the applicant is likely to judge the whole J 
by these few. The director of the interviews should be 
kindly and sympathetic in order to put at ease the timi 
I 
applicants. The applicant should be comfortably seated ' 
and alone with the person who is interviewing him, and 
out of hearing of those waiting. 
I The interviewer must be a keen student of peopl~ 
I 
and business in order to be successful. He must be abli 
to see the other person's point of view, and understand 
human beings and their problems of living. 
one of the first things to determine is, what 
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1 the applicant is interested in doing, his technical 
ability, and something about his working record. It is : 
I 
necessary to know something about his accuracy, speed, I 
' industry, and application and whether he has originalit 1 
dependability. !echnical ability may include actual 
ability to v{rite a good, clear distinct hand, spell I 
correctly, punctuate and paragraph in good usage, etc. I 
. I 
The facts concerning a person's previous recor~ 
' may be considered under two groups: positive and negative. 
Positive facts include such things as a record of sue-
. cesses, growth of salary, home ties, suitability of age 
for position, physical vitality, amount of education, 
and whether previous record indicated leadership and 
good habits. Negative facts may be represented by such 
I 
things as, never earned much, just a plugger, a rover 
lacking in industry, application and initiative, poorly 
educated, and just a follower. 
When these points have been settled, the inter' 
viewer can deduce whether he is a good p~ospect and it 
is profitable to go on with the analysis. 
The analysis of the body concerns all the 
physical qualities. These can be determined by observa-~ 
tion and test. 
After this general analysis, the interviewe 
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now seeks to find out what kind of a person his applic- , 
ant is. A man may be physically fit, expert in his lint 
of work, bright, alert, intelligent and ambitious and 
capable in every way, but he may possess certain traits ! 
of character which render it unwise to employ him. In IJ 
order to determine these qualities the interviewer will 
by experience be able to recognize the undesirable 
I traits and record them. I I 
J, 
When he has determined the worthiness of the 
applicant, he is in a position to maKe a definite 
proposition, recow~endation and offer. 
I 
J 
The applicant is next required to make out an J 
I 
application blank which will satisfy the purpose so 1/ 
that references may be written, and for future referencle. 
II Before completing the hiring and placing proc-
ess, it is desirable first to pass him to the Depart-
ment Superintendent for interview involving the tech-
nical special features of the position. If he is found 
to be o. K. the process of placing will be continued by' 
the Employment Department. Thie cooperation with the 
department heads is both desirable and effective. 
Another fundamental feature is the physical 
examination. This we have discussed under the health 
division. Our applicant is then turned over to the 
-- ----~~.o=....-- ---
I 
I 
I 
I 
I' I 
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Health Division for examination. 
,j 
When the . applicant has been found to be physi~ II 
I 
cally fit; such mental tests as are used by his employer; 
I 
should be applied. If these tests are passed, success-
fully, the records necessary to entering the applicant 
on the payroll should be initiated and the new employee 
I fornished a pass and an introduction to his department 
superintendent. 
If there is an introductory class for new em-
ployees, he should be sent here from the employment 
office. In this class he will become acqua inted with 
' the rules and regulations of the house, and a general 
idea of the business, so that he may at once begin to 
get the spirit of the institution. 
1Nhen his educational work is completed, he 
I should be personally introduced to his superintendent 
who warmly receives him and introduces him to his unit 
supervisor, who in turn acquaints him with his fellow 
workers. 
. II 
II 
I! As a short summary, a simple plan of procedure I! 
1 is: ... :~ 
1. Initial interview 
2. Have applicant fill out application blank 
3. Supplementary interview to check data on 
.4=-- 3~ "Appli_ed=;_p_e_rs 2_nne ]._ r.o~ §_dure "_-:- - We!:!k~~- =======-
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II 
4. 
5. 
6. 
7. 
8. 
9. 
the blank to determine potentially the 
position in which the applicant is to be 
placed. 
Examinations: 
Mental 
Physical 
l 
:I 
'I 
II 
:/ 
I 
-- t--
Il 
'I 
I! 
1: 
I 
I 
II Another supplementary interview if reject , d. 
Preparation of records to enter name on j 
payroll. 1 
Preliminary and general house instructionil , 
concerning hours of work and other house 11 
rules. 
II Introduction to department superintendent. 
Job instruction. il 
'i 
10. Assignment to duties. 
=-~-
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A modern method of finding out the ability of li 
Tests 
-------
an applicant is by applying tes t s. The preliminary duty' 
I of the examiner is to put the a pplicant at ease by his I
I 
' calm, sympathetic interest. 
When tes t s have been applied, it is necessary 
to establish standards. As an illustration, the secur-
ing of tests and standards for billers in a freight 
I office can be used. An experimenter spent a few days 
li in the freight department as a regular biller. This 
I! enabled her to select a test which required the same 
I ability as that used in the work. The manager and as-
11 sistant manager selected six of the best billers, six 
I 
medium, and six poor ones. To secure a firm rank, they 
I arranged them in order with the very best worker as No. 
I 1, the next best as No. 2, and with the poorest as No. 
18. After they had taKen the test scores were arranged 
I in the same way, and comparison was drawn between the 
II •• firm rank and the test rank. The agreement wa s marked • .;~ !: 
I Ill. The conditions under which tests are most 
I How \1 satisfactory are the times when help is plentiful. 
far they should be carried depends upon experience and 
common sense. It wu.uld be profitable to apply them to 
' 
1 positions which give the most trouble, and offer the j 
best field for study and profit. II 
-- -- - · · ~ •>Frank weakly-- -~pplied~Pers·o;,nel p;;;;edure ~ -r· 
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Tests are applicable not only to new employees, 1: 
II 
but also as a means of promotion and transfer. I I 
The supervisor of tests should be trained as a I 
psychologist. The same general type of personality as I 
that needed at the interviewing desk is highly desirable. 
= ==~= --- --=-=..:--
II 
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CHAP1.PER VII 
of a E.ersonne_l De12_artment 11 
Employee Representation 
Since the war much thought bas been devoted 
to the increase in production. Little remained to be 
suggested in the way of tools, systems, and machinery. 
Elaborate plans for the proper selection and ~lacement 
of employees in positions best suited to their capaci-
ties were instituted. Bonus systems of all kinds were 
tried. There were many improvements but still some-
thing seemed to be lacking. The missing link was em-
ployee representation. This was organized into a boar 
and committee plan of management. This system bad 
three functions: (1) le gislative (2) administrative 
(3) educative. 
The le gislative function devised and laid 
out systems and made rules for the general conduct of 
the business. The Officers' Board had supreme author-
i ty over e.ll, and legislated on rEatters of policy and 
system as it affected policy. . It had power of veto 
on other boards. 
I 
The administrative function was charged 1 
with the execution of rules and systems as set up a.nd j, 
I 
defined by the legislative. 
li 
The educative function wa s for the purpose off 
. 
acquainting the executives with the work of the other 
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departments. Every higher executive was a member of 
some board. He had to arrange his work so that he had 11 
1 time to attend all regular meetings, and could give 
ample service if elected to a committee. This gives 
him an excellent idea of the business as a whole unit. 
Every member of the cow~ittee was obliged to 
do his work thoroughly and make the most of every ep-
j, portunity he could. The co~mittees were requested to 
investigate to the minutest detail and r·eport their 
II returns in first class form. 
I 
I 
Profit Sharing 
and 
Savings 
The purpose of all personnel plans has been to 
establish permanency in the organization. Savings and 
profit sharing have stabilized the workmen by giving 
• I :::i::::o:::: :: o:::::~:::r t:a;e:n::l::::~est in the 
I II The essential feature of profit sharing is to 
1
1,
1
 enable the employee to secure returns on his labor in ~~ 
the same ratio as the stock holder secures returns on 
Jl his capital. Another characteristic is to encourage 1 
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of years. Some provision is made of course for those 
1
1 
obliged to leave before the date of maturity has arrived. 
The payment of dividends on the face value appeals wherg 
f the bond not having any cash returns for a period of I 
I 
' years would arouse no interest. It also educates these j 
people to understand the value of interest-bearing 
11 securities. 
I 
Executive Relationships 
In order that the Personnel Department may be 
effective, it is essential that its relation to the 
other departments be clearly understood. Of this re-
I lation it is particularly necessary that the personnel I 
[: 
li 
1' I 
II 
manager know what contacts he shall have with the ex-
ecutives of the various units of the organization. 
The department must have the earnest and sin-
cere cooperation of the chief executive and his assis-
tants. Not only must they agree to the policy, but they 
, I 
must be willing to assist in enforcing it. Without I 
\ 
such assistance, the progress of the department will be l 
very slow and its program will fail. The chief execu-
tive assigns authority and duties to the various mana-
gers. He will e~plain just what each is to accomplish, 
• 
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I 
and his interest and backing will assist them. Particu.J 
larly, he will emphasize the treatment which he wishes 
accorded to his employees, and to assure them of this 
treatment, he will create this department. 
The man chosen to direct the department of 
personal relations must be human, sympathetic, broad-
minded and fair. He must unde1•stand human nature thor-
oughly. To cooperate fully with his execut i ves assis-
1 tants, he should understand their difficulties and be 
I 
I' 
able to aid them in solving these difficulties. 
The division heads of departments must be 
ll willing to assist the personnel department by imrnediat.e l 
ly referring any difficulty bf this nature to the de-
partment. As success depends upon mutual understanding 
· ' it is essential that these relations between department l 
lj 
be established from the start. 
I The personnel director must train the depart-
I ment heads to see human nature as he does--to inspire 
' 
I 
II 
them with the desire to fulfil the ideals of the organ-
ization. He must encourage them to become better ac-
quainted with wa ges, work, and profits, and to learn 
i 
! 
how to operate with an adequate wage scale and low cost 
Who are Ill As business can not operate with executives 
I 
petty and small, the right attitude must be established ! 
I 
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in the minds of those who conduct the business. 
The chief executive is the inspiration of all 
personnel work. If it does not start with him, the 
other executives will never possess the right attitude. I 
I. There must be a policy declared and carried out. I 
Mutual understanding between the departments and their I 
II 
I 
II 
li 
I' 
I; 
I 
I 
heads must exist, and they must understand the problems i 
I 
common to employees and management. It is just as es-
sential that there be morale in the forces in business 
as it is in forces at war. This is one of the largest 
unsolved problems in business today but it has wonder-
ful possibilities. 
Business demands today men who possess per- I 
sanality, brains, and initiative_, and it is essentially , 
a business obligation to train these men. The execu- j 
tive of our days must be trained to know and understand 
people, and he must be able, above all, to maKe men. 
In this way, the proper rel8tionship between the execu-
tives and the personnel department will be established. 
-~- --
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CHAPTER VIII 
INTERVIEWS 
Mr . A. E. Finney, Personnel Service Mana ger 
Jordan Ma rsh Company, Boston 
Mr. G. A. Chase, Superintendent 
Gilchrist Company, Boston 
Mr. Edwin s. Smith, Acting Pe rsonnel .Mana &;er 
Wm . Filene Sons Company, Bostnn 
Mr . MacFarland, Employment Manager 
R. H. 1Jhi te Company, Boston 
~ * ~ * * * ~ * * 
I 
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"personne l Organization 
of Jord an . 11a rsh Co." 
58 
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The Personnel organization of t h is company repre- l 
sents the fulfillment of the ideals of the many aut hors 
wh ose works I have read. To 
. l 
illustrate how t h is ideal is 
I 
realized, Mr. Finney called to my a~tention, a framed 
'"law", ca lled "The Jordan Marsh Law": 
"Whenever there is a higher :!Jesition 
in this est ablish~ent vacant, it must 
be always filled through the promotion 
of some fellow worKer i nside the store 
holding a lower nosition. No such 
position is ever filled by hiring any 
one from the outside, excepting in a 
case where no one within the ranKs can 
be found to qualify." 
The staff of t h e store is made up of Sa les, office, 
gene ral, and Junior sections. Each of these qe part rnents II 
is under a supervisor, who is to foll ow· up the people ro 1 
the promotion scheme, and to prevent any misfits. 
The sto r·e personnel organization is composed of 
lthe five de part ments s poken of: employment, educat ion, 
personal service, hea lth, and research. 
The Employment : The men a nd boys are hired by 
Ia man , and the women and girls by a woman . The hiring 
I )s upervisor has a desk a t whi ch they must sta nd wben meet -~1 
1
ing the a pp licant, who, at t he close of t he interview, I 
lis not obliged to pass by other a~ ry li c ants . but leaves b 
Ia door at the rear of the room. 
I 
There are nine as <; ist ant h e ads in employment. 
- -- ========-
Bonus--This is gr anted under the head of the em- 11 
p lo;yJTient de partment. Every month, the salesman is P. iven j 
a quota for his next month 's s a les. He receives a 
t wo 'I 
s a les !. ~er cent corr~ission above that quota for increased 
This not only stimulates h is worK, but maKe s for increased 
· II I service to 
! customers. 
the customer. hence, more and better s at isfie 
I 
,, 
I 
Under this bonus, 
! receive r eward for extra work, 
I the Non-s e lling group also 
ca lled a product ion bonus 11 
I For instance, i n the wra pping department, 
I more bundles than her quota requires, and 
a girl wraps 
receives a two 
cent commission above tha t quota. per 
l Money distribution--at Christmas time. 
I 
Profit sharing--for every one who ha s been with 
them f or one year. 
vacation with pay--Two we eKs--employed one year; I 
Since January 1,--one vreek; five yea rs,--one weeK in the 
II 
I 
I 
wint e r, with f)ay; ten years, --two weeKs i n winter· with 
pay . 
Education 
I nstructors are employed to teach pe ople the idea ls 
and system , and the merchandise of' this company. 
There is a three days' training course for s a l e s 
===-"'== =e-==-- ~====-=-=----= ---=--
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====== 1 peopl: when they are hir-·e_d_. __ _ 
Exe cutive training--course ~uarante e s an executive 
1 position to a ppli cants if they qualify a t t he end of two 
years. This course t aAes only college gr aduates, and 
. while they are le a rning from expe rience in the va rious 
departments, they are , at the same time, be i ng trained 
by lectures and clas ses conducted by le ading business me " • 
Departmental secreta ries are emnloyed to a id in 
I I expl aining me rchand ise, et c. They receive an extra we e }.{ 
j vacation for this service. 
Health 
The health of the employe es of this company is 
gua rded carefully, and a comp l ete ly equipped hos pital 
may be found in this building. It conta ins: a doctor 
on full time; physician on ha lf-time; a dentist on 
' hal f time; a dent a l hygi enist on full time; three nurse k 
in store, and a visiting nurse (with automobile); a 
-1 
s pecial treat ment room for men , and .one for women; many I 
I 
I 
beds; emergency rooms; re st rooms; and the compl ete 
equi pment necessary for the war~ of the doctors. 
First aid and advice lectures . etc. ar-e frequently ~ 
I given in the a ssembly hall; health campaigns and other 
j preventive measure s are given. 
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Personal Service 
This de partment is f or the purpose of helping the 
fellow worKer in problems of he alth, happiness, and home. 
All financial relief when the emp loye e i s all goe s thro ~~gh 
t hi s department.--If emp loyee has been in this firm f or 
three yea rs , be is allowed three months ' illness with 
full pay . 
Pension roil --Quarter Century Club-- t hree hundred 
members, twe nty-five years and over in the employ of 
Jordan, Marsh Co. Ha lf-Century club--six members. 
These re ceive $1000 in gold, one month paid vacation in 
the winte r, and one month paid vacation in the summer. 
The general dutie s of thi s de nartment are covered 
in these few words: services to the personnel are: 
l. Welfare 
2. Recreational--shows, picnics, etc. 
3. Financia l relief when ill. 
4. All pensions 
5. Other financial relief . 
6. Supervis i on of rest - houses and f arms. 
7. Libraries, lunch-rooms, dance-halls. 
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The following mate r ial is t aken from an article -::-
written by George W. Mit ton , president of Jordan Ma rsh 
Company, entitled 11 Investing in Loyalty Pays." 
"When asKed what inspires loyalty in 
employees, Mr . Mitton 's emphatic re nly was 
characteristic of him . "A firm must first 
be loyal to its employees to secure loyalty 
from them. Let them Know tha t they will be 
:;; iven prefe rence over strangers in filling 
the better positions ; help them to advance; 
show them tha t their individual success and 
happiness is a matter of concern to the men 
higher up. When employees know that they will 
always get a s~ua re deal and tha t f aithful 
service insures their future, they are loyal 
in r eturn. Ha Dpy coope ration is what counts." 
Mr. Mitton the~ describes in detail the various divisions 
of the personnel Organizati on which has made this co~- II 
pany more prosperous than at any other time in its hlst~ry . 
1 After his de s~rintion of the activities of these divisions 
has ended, he adds: 
"The various a ctivities of this store 
Kee n enthusiastic i nt e rest alive and produce 
a general feeling of loya lty a nd good- vi ill. 
Fve ry employee is made to feel that this is 
his store, that he is a vital factor in it, 
and that his own success de pends upon the 
success of the others." 
' Mr. Mitton, under whose ~eadership this 
1vhole idea ha s expanded, has found the plan-
ning and 1•rorking .:· of it out tremendously sat-
isfying; more than that, as a practical bus -
iness man, he bas found that the financial 
returns have just i i'j_ed the expense. 
I NVESTING I N LOYALTY PAYS!' 
*The Business Philosopher--June-1923 
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of 
The Personal Service Division 
Illustrations: "The FellO\'v Worker"--a magazine 
published for the em~loyees of 
Jordan Marsh Company. 
"The Business Philosopher" 
June--1923 
The Men's Smoking and Lotmge Room 
has recently been enlarged, and is now 
one of the most spacio1~s apartments on 
the Ninth Flo01·. We wonder how many 
interesting discussions are held in this 
room during the business week? 
The Women's Rest Room, comfortably 
arranged for the "Winte1· Season" is 
you'll admit a most satisfacto1·y plac~ 
to "r·etire" for a brief b1·eathing spell. 
It has the full benefit of the afternoon 
sunshine. 
T HE Ninth Floor Recre-ational Rooms, com-posed of the Men's 
Smoking Room, Library, Si-
lence Room, Women's Rest 
Room,· Conference Room, As-
sembly Hall, Grill Room and 
Cafeteria, as we all know, 
were opened in March, 1920, 
Since then many improve-
ments have been carried out 
in the various rooms, and we 
have every reason to feel 
that few retail organizations 
in the country have fur-
nished more complete recrea-
tional facilities for their 
Fellow Workers. During the 
past summer the writer had 
occasion to visit many of the 
larger stores in the Middle 
West, and on the Pacific 
Coast, and in no establish-
ment visited were such per-
sonnel accommodations found. 
~ 
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,A TRIP TO THE ROOF GARDEN DIRECTLY ABOVE THE RECREATIONAL FLOOR DISCLOSED FUR 
THER INTERESTING FEATURES." 
THE CAFETERIA OF JORDAN MARSH COMPANY WHERE APPETIZING 
LUNCHES ARE ENJOYED BY THE EMPLOYEES. 
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ON WJIT~H THE DANCE LET JOY BE 
"Come and trip it as ye go, on the light fantastic toe ." Milton 
A typical noontime scene in the Assembly Hall, Ninth F'loo1· R ec1·eation al Rooms, w he1·e dancing, to the strains 
of the Ampico Reproducing Piano, o1· a Vict1·ola, is one of the most enjoyed of all ou1· "1·ec1·eational activities." 
(J) 
C1l 
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• 
THE .WRENTHAM REST HOUSES, SHOWING MEN'S AND WOMEN'S HOUSES 
• 
T Je Women's R est Room, whm·e ti1·ed, nervous 01· 
i ll women F ellow Workers may have the privilege 
of total relaxation. 
The "sunny" and spacious Waiting 
R oom whm·e appointments with Dr . 
Stevens are arranged . 
6'7 
Showing a small 
section of the CO?'/'l,-
pletely equipped 
Women's Treatment 
Room. 
i 
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This illustration shows the result of one of the 
many health campaigns held under the Health Division of 
the Personnel Organization. 
i 
lHllE4.lL TJHI R§ A BJETTJER 
Last November the acted dialogues "Five Simple Rules 
for Catching Cold" were given. to our "Store Public", and the 
big "C~' d Facts" chart was shown. Since that time we have 
watche closely the continuation of the crooked line of the 
chart, f llowing it through the months of this last winter. 
The charts on this page show what we find. The figures 
for both winters have been put together on the same chart 
I 
Va 
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to make comparison, month by month, easier . Chart A com-
pares the numbeT of colds treated last winter with the num-
ber of the winter before and Chart B compares the lost time 
in days during the last two winter s . When we add up the 
figures for all the months we find the total number of colds 
for the winter just past is about 9&% of the total number 
of ·colds for the winter before; and the lost time about 50% 
of the time lost from colds during the same period last year. · 
"The Fellow Worker" 
-----~·'~ 
========*===*=====================---dlLca±iDn-DivLsion 
This group is made up entirely of colle ~e graduates 
who at the end of t wo years, should they qualify, will 
I 
'be given executive positions in Jordan Marsh Company. 
ong the group are two graduates of the College of 
ractical Arts and Letters, Boston University: 1923 
Miss Mar guerite Greer--Miss Ruth SticKney 
EXECUTIVE TRAINING GROUP FIRST YEAR. 
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Back row, left to right: Mr. M. E. Lind3trom, Mr. N. Walthers, Mr. T. Curtis, Mr. B. Gilchrist, Mr. P. Hogarty, Mr. F. J. Ross, Mr. E. 
Swenson, Mr. E. Leonard. 
Front row, ]eft to right: Miss F . McCarty, Miss M. Billings, Mr. T. Boles, Miss R. Stickney, Miss M. Greer, Miss G. O'Toole, Mr. C. S. 
Raynor, Miss S. Cook, Miss M. Nazro, Mr. P. Butman, Mr. A. Alcarez, Miss B. Chapin, Miss H. Fish, Miss C. Ferrall, Mr. E. Elston, Miss R. 
Williams, Miss M. G. Taylor. 
"The Fellow Worker" 
This illustration explains 
what t he whole organization 
of the pe rsonnel depar·tment 
wishes to s tand for in the 
eyes of the employees. 
"rrhe Fellow Worker" 
FROM THE FIRM'S OFFICE 
THE DOOR THAT IS ALWAYS OPEN 
TO EVERY FELLOW WORKER 
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"Personnel Organization 
of Gilchr·ist Company" 
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The Personnel Organization found in this store 
is in no way equa l to that of Jordan Marsh Company . The 
1: s ystem does not seem to be as effic iently hand led, al-
though some of the departments are under the supe rvision 
I, of v~ry capa ole heads. 
The f ive heads of the vari-ous de part ment s are 
as f ollows: 
Mrs. Ward--Welfare Department 
Dr. Pease--Health Department 
Miss Inez Kje llstrom--Employment Depa rtment 
Miss Buck--Education or tra ining Department 
Mr. Shepherd--Research Department 
The Superintendent is a lso the Personnel Direct r 
and the five he ads of the departments are directly res-
nonsible to him. 
Welfa re 
The he ad of this depart ment is a lso .Known a s the 
"Store Counsellor" which name appears on her door. She 
is directly re s ponsi ble for the attire of the girls, 
pe rsonal di f ficulti e s, such a s, need of money, advice, 
or t roubles in her work. 
j This department ha s charge also, of what is Known 
I 
as the "Che st Fund". The empl oyees themselve s have es-
l tablished this fund, and every ye ~ r so much of t heir 
s a lary is deducted and contributed towards this fund. 
I 
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families of the employees in case of accident, and other 
.charitab le needs. 
The Insurance Fund is fl lso in cha rge of this 
department. The emnloyees als o pay a sma ll part of their 
salary to this fund. In case of illness, the salary is 
paid to the ill employee, part by the Insurance Company, 
and another ,art by the Insurance Equity of the Gilchris 
Company, the employee receiving in all about two-th irds 
of her s alary . 
In this company, there is no provision for rest 
periods of the g irls , recreation , or libra ry facilities, 
a s provided under the Welfare or Personal Service Divisi n 
of Jordan Marsh Company. 
He a lth 
The health requirements of the employees are met by 
the wel l-equipped hospital room. The doctor is on half 
time, but the t wo nurses em~) loyed a re full time on duty , 
a nd the ir services are given free of charge. Any employ e 
who has been out sick must report to the nurse on her 
r eturn to duty. If the employee has been out sick ·three 
idays, a visitor is sent to her home. 
The dental ad'\tice and service, though very expensive, 
is patronized by many employees. 
---=t 
Employment 
I The employment department is similar· to that of 
, any large organization. Anplication blanks are filled 
1 out and references are required. A record of the i attendance and tardiness is Aept on file, and employees 
are kept in touch with by the superintendent, toge t he r 
with the head of this department. Interviews are given 
the applicants , but ther·e are no special rules governing 
these inte rviews. 
Training 
The educational department trains the emnloyees 
during the ~~ orKing day . Lectures are given and e~camina-
tions on the notes are held · regularly. Special classes 
are held for buyers a nd assistant buyers. 
occasionally, mental tests are P.: iven the s a les 
people, but they have not proved very sat isfactory. 
Research 
Mr. Chase spo~e of this de partment as having supe 
vision of statistics. ~4 ccording to my Knowledge. the 
duties of this division were not me rely statistical, butl 
we re mainly analytical, the members investigating the 
conditions of the employees. For this reason, very lit le 
wa s said of this de partment. 
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Value of Personnel 
Mr . Chase s poxe of t h is work a s being of gr eat valu 
1 to the organization in this way : "More contented, more I 
healthful employees make f or bette r production, whi ch is I -
beneficial to the employer , the employee, and the cus-
t omer . 11 
* * * * * * * * * * 
II 
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"PERSONNEL ORG/.,N IZATION" 
The Wm . Filene Sons Co. 
Edwin S. Smith--Acting Personnel Manager 
The Wm . Filene Sons Company are planning to reorga -
ize their personnel system within a very short time. The 
company are expecting a ne1.llf personnel manager who will 
arrive next week, and will build up for this company a 
personnel system similar to tha t of Jordan Marsh Compan 
which has the finest organization of its kind in the 
country. 
The following data was given to me by Mr. Smith who 
at present is the acting personnel manager; also, the 
emp loyment mana ger. 
Thi s company has the five divisions of the personne~ 
organization, under distinct heads: employment, health, 
training and methods, we lfare, and research divisions. 
Employment 
This department, under the supervision of Mr . Smit ~ 
h a s charge of hiring and trans fer ring of employees from I 
one department to another. I 
Applications are made out by prospective employees , 
1 and are placed on file, where they are Kept only for the 
period of three months . The r eason for this is that so 
I I many ap plicants apply, tha t within three months, the 
I supp ly will have become so great, that the f irm eliminates 
the ones received as fa r back as three months . From the 
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he number who desire to make out application blanks, the 
II 
privilege is given only to a chosen few, those whom the 
company really believe would prove assets to the firm. 
No tests are given to applicants for sales positions, 
but are given to steno graphers and clerical Vl o:c·kers. 
In the case of executives aptJ lying for positions, 
the records of these men or women are kept for a longer I 
period of time than three months, the supply being smaller 
and frequently such a position vacancy does not occur ve y 
often. 
He a lth 
Physical examinations are given under the supervisi n 
-- - II 
of t h is division for such pe rsons as ba rbers, man icurists, 
a nd other persons whose duty brings them into direct con 
tact with t he person of the customer. These examination 
are ~iven upon application, and during employment, are 
required once a month. 
No records are kept of the work done in the clinic 
ror the employees, because it is believed that the fact 
that their records are on file, will result in the em-
paoyees' hesitation about using the opportunities pro-
vided for them. 
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The health department consists of the following 
lmeans of relieving the illness of emp loyees, and p:reven- 1 
jtion of more serious illness: 
1. Dis pensary 
2. Dental clinic--dentist full time 
3. Re st room-- beds, etc. 
4. Doctor-- part time 
5. Nurses--Three nurses full time--visiting nurse 
who goes as soon a s possible to the home of the 
em~loyee reported ill. 
Training and Methods 
The department offers in the ~ay of training for 
newcomers: 
1. Four lectures: 
a . Store rules 
b . Store organization 
c. Concerning the Filene Coopera tive Associat on 
d. Tour in store 
2. Instruction given in making out slips, etc. 
3. Instruction by department heads under the 
supervision of the training department work ing with the 
executives. 
I 
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4. Special stunts--how s a les should be conducted ) etc . 
I II l 
5. Evening classes--textiles, merchandise, 
publicity . 
6. Resource groups-- groups which may be made 
a ssistant buyers--tra ining by executives of specia l 
employees chosen by the buyers a s pa rticularly promising 
7. Particula r tra ining under the de partment 
he ads towards de-centralizat ion of tra ining . 
8. Group meetings with the employees concernin 
their grievances, wages, etc. 
Research 
This is a lso ca lled the Planni ng de partment and co:a-
sists of men who go about the country and investigate 
new methods, report the ir resu l ts, and try the experimen s 
in t h is firm. 
We lfa re 
The welfa re work of t his organization is a ll under 
the supervision of an organization Known a s "The Filene 
Cooperative Association" 
jf 
run by an executive secr eta ry 
and approved by the council. 'il appo ii:nted by the mana ger 
I -
I 
Employees 
Arbitration Boa rd 
Judicia l--18 
Two lawyers 
Personnel manager--for s t or e 
Executive s ecretary--for peo , le 
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The officers consist of a President, vice-president, 
I 
treasurer, and committees appointed b~r the President or 
chosen by the club members. 
I 
II 
The duties of this association are: 
1. Baru{--credit union 
I 2. Insurance sy stem--employee s contribute half , and II 
I 
lj firm contri hutes half. i 3. Club House--has charge or employees rest rooms, 
! restaurants, etc. 
4. Library 
5. Clubs--voluntary--men's and women 's clubs. 
6. Counsellor for romen , and counsellor for men. 
Their duties are to settle matt e rs of difficulty having 
I to do with the private life of the employees such a s 
family difficulties, money troubles, etc. 
! The counsellor for men is a lso e<:iit or of the 
I we ekly paper-- 11 The Echo." 
II 
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These illustrations are to gmve an idea of the 
material contained in the wee kly newspaper published by 
The Wm. Filene Sons Co. 
EC:U:O 
Published by 
THE FILENE COOPERATIVE ASSOCIATION 
OFFICE: Washington St., Boston, Mass. 
R. Winternitz .. ..... .' . .. .......... . . . ............. .. ..... , •. , .......... 1\lanal:'ing Editor 
ECHO COMMITTEE 
C. E. Coyne, Chairman. 
W. H. McLeod. 
1
L. 8. Bitner. C. T. Bates 
TliE ECHO is a weekly ne.wspaper published every , Friday by the Filene Cooper- . 
ative Association, an organization of all the employees of The Wm. Filene Sons Co., a 
retail specialty store for ready-to-wear apparel exclusively. Single copies two cents . 
The Company is in no way r esponsible for articles appearing in these columns, as 
it assumes no· voice in the management of the paper. 
Entered as Seconll Class 1\lattcr a.t the Post Office, Boston 
May 29, 1924 ~12 Vol. XXII, No. 7 
F. C. A. OFFICERS WHOM EVERY MEMBER SHOULD KNOW 
B. F. RAPHAEL, President, Basement 
T . J\1. B. HICRS, Jr., Vice-President, 7th 
\VILLIAJ\1 ROSS, Treasurer, 7th 
IN THE F. C. A. OFFICE 
R . L. Harlow, Executive Secretary 
R. Winternitz, Asst. Executive Secretary, 1\lon's Counselor, Echo Editor 
lllrs. Maude Brennan, F. C. A. Glrls' and Women's Counselor 
Wm. Blake, Clerk, F. C. A. Benefit Society 
F. C. A. DIRECTORS ON Wlll. FILENE'S .SONS CO. BOARD OF DIRECTORS 
R. L. Harlow, F. C. A. 
Frank A. Black, 7th 
Thomas Lyford, 6th 
B. F. Raphael, Basement 
I HE has achieved success who has lived well, laughed often, 
and loved much; who has gained the respect of intelligent 
men and the love of little children; who has filled his niche and 
I 
accomplished his task; who has ·left the world better than he 
found it, whether by an improved poppy, a perfect poem, or a 
rescued soul; who has never lacked appreciation of earth's 
beauty or failed to express it, who has always looked for the 
best in others and given the best he had; whose life was an 
i~spiration and whose memory is a benediction." 
-Robert Louis Stevenson. 
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F. C. A. Benefit Society 
SPECIAL MEETING FRIDAY, JUNE 13 
There will be a sp€!cial meeting of the F. C. A. 
Benefit Society in the F. C. A. quarters on Friday, June 
13, at 4.30 P. M., in order to consider a proposed amend-
m ent to Al"ticle X in the Constitution al1d By-Laws. 
Article X now reads: 
In case of dea th of a n y membe r of th e Filen e Co-op er a tiv e Asso-
cia tion Benefit Socie ty ·an amount equa l to a n assessm ent of t en 
cents ($ .10) per m ember, not to exceed $500, shall b e payable from 
th e death fund to the legal ben efi ciary designated by the insured or 
in event no legal ben eficiary is designated th e amount shall be pa yable 
t o the wife , husb a nd , r e la ti ves by blood , next of kin in th e order 
named. 
Under the proposed amendment it would read: 
In case of death of any member of the Fi lene Co-operat ive Asso-
ciation Benefit Society a benefit of $250 shall be paid to th e legal 
beneficiary designated by the insured, or in event no legal be.neficiary 
is designated the amount shall be paid to the wife, husband, relatives 
by blood, next of kjn in the orde1· named . The death benefit shall be 
raised by an assessment of ten cents ($ .10) pe1· memb er. If there 
is an excess in the assessments over the $250 pa id to the beneficiary, 
this shall be placed in a reserve fund for death benefits. 
N. B: The purpose of the proposed amendment ts to 
conform with the State law relating to insurance. 
WOULD YOU STOP? 
When 5.30 comes and you find 
yourself saddled with an ex-
change, do you .stop selling for 
the day? Mr. Foley of the Shoe 
Department didn't. The ex-
change that he h ad was a pair 
of slippers. He found that the 
customer needed a larger size, 
for she wore size 10 double A. 
~=~o~~g~~.h:~~a:g:~~ew~se 1s~~~: l 
he asked if he couldn't show h er . 
some 10 double A shoes-and 
promptly on showing them s old 
her the pair of $8 shoes he had 
suggested. Of course, he could 
hav e stopped with the exchange 
of sli.ppers! 
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11 PEHSONNEL ORGAN IZLTION 11 
by 
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This firm has no or s:sanized sy s tem of ersonnel under 
the di r ect supe rvision of a pe rsonnel man£l_ger, but 
Y.r. Ma cFar l and, Employment Manage r also a cts a s the 
Personnel Manager . 
The five divisions are the same a s the othe r store s 
inte rviewed, the Employment, Health, Tra ining , Re s earch ~ 
and We l fa re departments. 
Employment 
The division of employment has under its supervisio , 
the following duties : 
1. Interviews--No s pecial form or ceremony is 
required or used, but Mr. MacFarland arranges his inter-
view to s uit the individual, some requiring long. inter-
view~, and others s at is fact orily comp leted in a few 
I minutes. 
II 
2. References are filed and kept. Contrnsted 
with Wm . FileneSons, the records are l{e pt for years, 
some now on hand da ting a s fa r back a s 1890. 
3. Transferring, from one department to anothe • 
4. Absentees 
5. Hiring everybody except buyers and executiv s 
6. Junior employment- -1mder ei ghteen y e ars. 
Tra ining_ 
In charge of this division a re four women vhose dut ~es 
are to: 
l. 
2. 
3. 
4. 
5. 
Do a ll the s y stem work required 
Sa lesmans h ip cla ss e s 
Errors 
Christma s clubs--saving fund 
Individual tra ining--Aids girls who have 
It rouble. The supervisor goes about from one de partment 
to a nother, staying in one department until a ll the girl 
a re sure of the ir duties . 
He a lth 
I 
Th is division is under the supervision of Dr. Pa rme~ter 
who is on duty pa rt o f the time. Be sides the doctor, there 
a re: 
l. Three nurses--t •,r o on duty a ll t he time and 
a visiting nurse, ~ho c a lls a t home of employee a fter 
thre e days' illness. 
2. Denta l clinic--doct or on part- - dent a l hy~ienfst 
jon full time. There is a very sma ll charge for this wor~. 
3 . Ch iropodist--import ant in store work --small 
charge for her services. 
4 . Hos pit a l room, we ll equipped -~·r ith beds, etc. 
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Welfare 
1. Resta urant f or emp loye es which is in cha r ge of 
l a dietitia n, who is a g r a duate o f the Unive rsity of 
v e rmont. The r ates a re very reasonable, a nd the rest a ur@t 
f e eds froM ei ~ht hundred to one t h ous a nd o. day . 
2. Recrea tion room 
3. Quiet room- -this is a r oom for the benefit of 
thos e who require absolute quiet a nd re stp an d no talkinQl 
or whis pering is allowed, though quiet re a d ing may be done 
lprovided.there is n o rustling of the pages of the book 
or ma gazlne. 
4. Men's smok ing room 
5. Mutual Benefit Associa tion--Illustration on Pa ge 
85. 
6. The "White Star". a monthly ma_g;a zine published 
by the employees . (Illustration-Pa ge 87) 
Rese a rch 
Th is division consists of men who investi ~ate the 
c onditions of other stores a nd re nort to the executives 
of t h e firm. 
Records 
Under the supervision . of the Personnel, record s are 
jKept in the of fice of the Supe rintendent, of each person 1 s 
~~9-rd 8.§1..J._e_s -=-g.nd his hist_o~Y~· = =- ==- __ ===-====='II== 
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VOLUME 6 l'u hllshed hy the ~tore l\lem her~ of the 
"For His Distinguished 
Services'' 
We can take ,advantage of the 
absence of our president in the 
Orient to show a picture of this regal 
silver piece presented to him at the 
Annual Banquet of the National 
Retail Dry Goods Association at the 
Hotel Astor in New York. 
In presenting the cup in the pres-
ence of more than 600 of the leading 
merchants of the United States, Mr. 
Fred Lazarus, Jr., of Columbus, 
Ohio, a Director of the Association, 
lauded the unselfish work that Presi-
dent Johnson has done for the retail 
craft in the past year. 
Let us also read these gratifying 
words from the Bulletin of the N a-
tiona! Retail Dry Goods Association. 
"President Johnson is constructive 
minded. No problem is too great and 
none too small to claim his earnest 
' tention if it interests the Associ a-
m or any of its members. He has 
been a real President. May he live 
long and be always conscious of the 
admiration and gratitude of his fel-
low merchants!" 
THE 
APRIL, 1924 
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IL II. WHITE CO. 
j{o)'l.ton, , MUHS. NUMBER 5 
Presented to 
GEORGE B. JOHNSON 
Merchant of Boston 
As a token of the esteem and 
admiration 
Of his fellow members of the 
National Retail Dry Goods 
Association · 
For his distinguished services 
to the craft 
Rendered during his presidency 
Feb. 1923 to Feb. 1924 
And now comes Easter morning. Every guess and dream a •d hope, becomes suddenly lighted up with certainty. 
• -Phillips Brooks 
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